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Cosponsors' Report-on Procedures for Select&on 
of TAC Chairman 
The attached paper on the approach to selection of a chairman for 
TAC reflects discussions among the cosponsors and their comments on a draft. 
Since they have not had a chance to examine the final text, there may still 
be small points of difference which can, if necessary, be identified when the 
Group discusses this topic under Agenda Item.19. 
In considering this paper, the Group will be asked to comment on 
and concur with the proposed procedures, as well as to react to the general 
description of the requirements of the position of TAC chairman. 
Among the issues to be addressed are: 
1. The accuracy of the description of the functions of TAC, as 
foreseen in the coming several years. 
2. .The appropriateness of the description of the work of the 
TAC chairman tq serve as a guide to prospective candidates. 
3. The relative weight to be given to the various criteria 
for selection, not all of which can possibly be maximized. 
For example, is it necessary that a TAC chairman start with 
familiarity with the Group, or would there be some advantage in 
choosing someone who approached some of the problems afresh. 
4. The plan to make the TAC chairmanship a full time position. 
5. The suggested consultation by the cosponsors with the members 
of the Group concerning the candidates on the short list, so 
that the views of members can be taken fully into'account in 
the final decision. 
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PROCEDURES FM TEE SELECTION OF TNJf UJAIRNAN 
OF TEE TEZHNICAL ADVISORY COMKCTTEE 
Background 
Since the earliest days of the CGIAR, TAC has played a central role in 
the operations of the Group. TAC's functions have changed over time, and are 
continuing to change at. present, but its essential contribution to the health 
of the, CGIAR has not diminished, and is perhaps greater today than in the 
past. The selection of the TACchairman, a responsibility of the 
cosponsors, is therefore one of the most important personnel decisions in the 
CGIAR system. 
As background for a discussion of the procedure to be employed for the 
selection of the TAC chairman, it is desirable to review the major functions 
of TAC, where they stand at present and so far as possible to see how they 
are evolving. There are four such functions: 
'1. Ensuring the quality and relevance of the research sponsored by the 
Group. TAC commissions program reviews of the international agricultural 
research centers conducted by ad hoc panels of experts, and makes 
recommendations to the Group based on the outcome of the reviews. The usual 
outcome of the review process has been validation of center programs with 
relatively marginal adjustments and approval of changes in strategy suggested 
by the centers themselves. There are instances, however, when the impact has 
been a major shift in direction, or in relative priority. 
Centers, under their autonomous boards, are not compelled to respect the 
recommendations of TAC even when specifically approved by the Group, and may 
be limited in doing so by the lack of necessary resources. In general, 
however, the .recommendations are very influential, carrying as they do the 
implication of possible sanctions from donors, who are strongly influenced by 
the positions TAC takes. The continued flow of support from donors to 
centers reflects confidence in the quality and relevance of the work of the 
centers and therefore in the effectiveness of TAC in this regard. 
The Group has expressed concern about the large amount of work involved in 
the program reviews (and accompanying management reviews organized by the CG 
secretariat), and the relatively large share of the output which simply 
validates actions being taken by the centers. This concern gave rise to a 
study of the review process to determine if the workload could be reduced and 
the product improved in relation to the cost. It is not possible to 
anticipate fully the outcome of the study being undertaken by Dr. Vernon 
Ruttan (himself a former member of TAC), much less the actions the Group may 
take when it considers the study. However, it seems clear that thinking is 
,moving in the direction of having the reviews focus more on strategy issues 
rather than program detail, and using them to lay the groundwork for the 
proposed new resource allocation process under which TM would consider and 
recommend approval of a center program for several years. 
: 2. Recommendation of research priorities to the Group. In the early 
days, this involved mainly considering what centers should be established, 
and designing their mandates, with an expectation that resources, while never 
overabundant, could be found for,.new..initiatives. The overall context was 
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expectation of continuing food shortages. More recently, CGIAR funding has 
been perceived as more or less flat, in a situation of world food surplus, 
creating an entirely different context for priority-setting. The issues to 
be addressed have grown in number, and in complexity, and the agricultural 
.research system has m&y more players, including a number of strong national 
systems in developing countries. 
The conclusion of the discussion of priorities at the 1986 Ottawa 
meeting seemed to be that the Group had drawn about as much as it could out 
of the recent TAC exercise on priorities and research strategy, but that many 
issues'remained to be addressed. TAC was given a number of specific 
assignments for further work, which may be viewed as implementation of the 
broad strategy consensus, exploration of alternatives where that consensus 
may be superficial or weak, and further investigation of issues not yet 
addressed in detail. This is a very large agenda which will occupy TAC for 
some years, even if no new matters arise. 
In the near future, TAC will be engaged continuously in work on research 
strategies, not so much in preparing revisions of an overall priorities paper 
as in delving. deeply into various strategic issues, a few at a time. This in 
turn may require an increased number of cross-cutting studies, which look at 
a specific issue across the whole system. 
3. Resource allocation. In recent years TAC has been asked to allocate 
among centers the amount of funding for core programs expected to be 
contributed by the donors. This function was assigned to TAC by the Group 
when it rejected creation of a budget committee to perform the resource 
allocation task, as recommended by the second review of the CGIAR. The TAC 
process has worked effectively in the sense that it has allocated funds to 
centers each year: the CGIAR has never questioned TAC's recommendations. The 
use of World Bank funding to support the recommendations has produced a 
result within reasonable range of the pattern suggested by TAC. 
However, as detailed in the Clifford report on budget and financial 
questions, the budget process has not only been time consuming for TAC, but 
has tended to focus on details rather than broader scientific issues where 
TAC expertise would be particularly relevant. Many voices have been raised 
in the Group complaining about the devotion of such a large portion of TAC's 
time to budget details at the expense of other and more important matters. 
Meanwhile, proceeding from suggestions in the Clifford report, TAC and the 
center directors have been working.on a new resource allocation process which 
would have TAC review an entire center program at intervals of five years, 
and annually look only at major program changes, or separately funded 
activities with a lifetime shorter than five years. It remains to be seen 
whether this new form of involvement in resource allocation will require less 
time of TAC than the present system. As it is being designed, it should 
focus the time TAC does devoted to resource allocation on broader ‘program and 
strategy questions, leaving detailed implementation issues to center boards 
and management. 
4. Intellectual leadership. Besides TAC, intellectual leadership in 
the CGIAR can be found'in'centers, group members, and collaborating 
institutions in both developed and developing countries. No one expects'TAC 
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to have all of the ideas. What is expected is an open mind to fresh thought, 
constant appraisal of the situation of world agriculture and 'related issues 
as they affect the role of the CGIAR, and a flow of inf‘ormation on these 
matters to the Group even when the information is not attached to specific 
action recommendations. This at least was the concept put forward and 
generally supported at the Bellagio meeting on CGIAR strategy, and seems 
consistent with comments on the role of TAC made at other recent CGIAR 
meetings. 
This function, along with work on research strategy, is the one most 
often cited as needing more attention from TAC as the time devoted to 
resource allocation is reduced. The stress placed on it probably reflects a 
general realization that the CGIAR faces major turning points in the coming 
years, and will need fresh approaches and new ideas, as it operates in 
rapidly changing circumstances. 
The Job of TAC Chairman 
The chairman is the manager of a complex process, who like most managers 
disposes of limited resources. The most limiting resource is the time of TAC 
members, who generally have other full time occupations and are much in 
demand as leading scientists. Present members of TAC complain that the 
demands on their time are excessive and ere may be a danger of failing to 
attract the best suited people in the future because of the time 
requirement. The chairman has a staff consisting of the TAC executive 
secretary and three other professionals at the FAO which has come to play an 
increasingly important role in recent years. He (the reader should assume 
that both genders are meant in the balance of this paper) also has a budget 
provided by the three cosponsors which has not in the recent past been a 
constraint. A major management challenge is the use of these and other 
resources in prder to conserve the time of TAC, yet to do so in such a way 
that the ultimate result is a product reflecting the judgments of TAC and not 
those of others. 
A significant part of the chairman's management> responsibility, carried 
out with the help of the TAC secretariat, is planning the meetings of TAC, 
with their increasingly complex agendas, and organizing the participation and 
preparation of all those non-members who take part in meetings. A further 
part is chairing the actual meetings in such a way as to encourage 
participation including an interaction with the many observers who attend, 
yet guiding the committee to decisions without waste of time. 
The chairman needs a public presence, to be able to present the views of 
TAC (which may at times differ somewhat from his own views) succinctly and 
clearly to various audiences, most importantly to the Group itself, which 
include people with wide differences in background concerning both the CGIAR 
itself and the substance of its work. 
He must maintain objectivity with regard to the issues, and resist the 
temptation to tell the Group what it wants to hear. The CGIAR has often 
signalled to TAC its desire to have unvarnished scientific judgments. This 
is a very difficult matter, and one on which no chairman of TAC is likely to 
be exempt from criticism. On the one hand, the Group cannot be in the 
position of cons_&antly acting-contrary to the advice of TACO in' the other 
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hand, TAC can lose its credibiljty if it is not constantly challenging the 
Group, and indeed the whole system, to improve quality and effectiveness in 
spite of the practical difficulties involved. Thus the'chairman must be able 
to seperate the range of TAC's responsibilities from what must be done by 
others, but must have a clear appreciation of the way in 'which non-technical 
issues operate to influence final action by donors and centers. 
The chairman needs a detailed personal knowledge of the work of the 
centers, which means he must visit centers and spend considerable time 
observing their work, and talking with the researchers as well as with center 
management and. board members. This brings him into intimate involvement in 
the close relationships that typify the 'centers, into situations where he 
will be asked for views on matters scientific, managerial and personal. Yet 
at the same time he needs to maintain a distance between himself and many 
issues on which TAC has not taken a clear position, or which fall into the 
province of boards and management because they are more specific and detailed 
than the: level of TAC's work. The same is true for all members of TAC, but 
in lesser degree. . 
He must also be able to communicate effectively with the scientific 
community in both the developed and the developing world outside of the 
centers, in countries which he knows well and in those he does not, in 
scientific fields with which he is familiar and in others. He must also be 
able to communicate effectively with non-scientists, including those who make 
the policy decisions affecting agricultural research in the developing 
countries, and affecting the allocation of funds to the Group; as well as 
users of research output on the farms, in both public and private sectors. 
As one of the very few people devoting full time to the affairs of the CGIAR, 
and because of the personal qualities and stature which any person chosen for 
this position will possess, the TAC chairman will inevitably be drawn into 
virtually all.of the important issues affecting the welfare of the Group, 
including many what are not the business of TAC. Thus he will constantly be 
called upon to exercise judgment about whether to engage in activities that 
he can perform with benefit to the Group, but which may affect his objective 
and independent status. 
Criteria for Selection of a TAC Chairman 
No one is likely to meet all of the following requirements, but each 
needs to be taken into account in making a decision: 
1. Broad knowledge of agriculture in developing countries, in the 
context both of development and world-wide agricultural issues. 
2. Eminence in one field of agricultural. science, and experience 
with a multidisciplinary approach to scientific research, specifically 
including interaction with a broad range of disciplines other than his own. 
3. Intimate knowledge of the CGIAR. 
4. Creativity: the ability to initiate new approaches, and to 
work with new ideas of others. 
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.5. Management experience, specifically direction of high level 
scientific talent. . 
6. Ability to present complex issues briefly and clearly in 
English. 
7. Independence, sensitivity and self-control to maintain 
objectivity. 
8. Ability to chair long and complex meetings. 
9. *Openness and communication skills effective with people from 
many cultures. 
10. An image of personal stature. 
Terms of Service 
In the past the job of TAC chairman has been viewed as less than a full 
time occupation. But as the. complexity of the job has grown, it has become 
de facto full time, whatever the formal description may say. It seems wrong 
to limit the range of candidates to those who can combine an almost full-time 
position with other activities, when full time effort is in fact required. 
Therefore, the proposal is to offer the job as a full time one, with a 
contract for five years. These terms, with an appropriate salary, should 
.make it possible to attract people with a wider range of age and career 
status. 
.' The contractual relationship would be with the chairman of the CGIAR, as 
at present. The specific terms of service would be agreed by the 
cosponsors. 
Recruitment Process 
The cosponsors plan to oversee the search themselves, as has been the 
custom in the CGIAB. They will employ someone familiar with the CGIAB to 
handle the logistical aspects, primarily the .identification of candidates, 
checking of references, and preparation of documents. Since the candidates 
meeting the criteria are generally already known to the CGIAB system, the 
people and jnstitutions in the system and collaborating closely with it will 
be the primary source of names to be considered, and also comprise a large 
share of persons whose opinions of candidates will be sought Thus from the 
start, the process will involve extensive communication within the CGIAR 
system. 
The cosponsors suggest that when a short list has been established, all 
members of the Group should be consulted about their views of the names on 
that list. The consultation would take place in person, by telephone or by 
mail in a short period of time immediately before the selection is made. 
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Schedule for'the !klection of the TAC Chairman 
November 1986 
December 1986 
February.1987 
March 1987 
May-June 1987 
July 1987 
January 1988 
At centers week, the Group considers and. approves the process 
and criteria for selection. 
Call for submission of names 
Deadline for suggestions of candidates. 
Cosponsors select candidates for intensive consi,deration. 
Cosponsors approve a short list for interview, ascertain the 
interest of the persons on the list, and consult the members 
of the Group about the candidates. 
Cosponsors interview candidates, make a selection and announce 
the result to the Group. 
New chairman takes over. 
